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(ur problem is not how to "c¢oordinate® requirements—it is

how to give good guidance to colleciors,

Compleining about the reyulrements process hus been & popular
soetivity in the intelligence comsunity for many years. It sppears
to be espsciall)y poju’ur at the present time, snd & number of
penacess zre being considered am s resu’t of the current rash of
comgluints, Some of the complaints, hovever, sre bssed on & mis-
understending of the requirewents process esnd the panaceas seem
1o be directad towsrd the solution of sujerfieial problems rather
than etilng at fundemental diffieculties,

Collectors (requently compluin of belng ssked the seme ques=
tion or releted questions by two or more components of the intelli-
sonce commnity. They &lso complain that they are sometimes esked
inappropriste questions or thut the same questions are asked of
various collectors resulting in dupliccte effort on the pert of
the collsctors that might hevwe been svoided if the question had
sen sddressed Lo only one eollector, Un the other side of the

coin, enalysts complain of the effort required o formilate

requirenents for submissiom 50 what appears 0 them t© be & buresu-

crstic morsss, Nany of them compizin of the effort sapecially as
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they feel that the results are seldom worth the effort and that
many of their requirements &re levied on eollectors without ever
being fulfilled,

These complaints cre the result of a yunter of factors

which include the following:

(a) Collectors serve : complex of customers whose

interests overlap to = considerebls cegrase,

(b) MNany emalysts have unreslistic expectstions com-
corning wvhat can be accomplished by collectors,

(¢) Many cocllectors do mot understand the substence

involved ir the requirewents they ere wing ssked to falfill,

(e) Meny snalysts seek insurance for the fulfillment
of thelr impcrtant recuiremenis by levying whet is essemtielly

the se¢me requirement in vericus weys end on various collectors,

(e) GScome of the more cggressive smalysts beiger cole
lectors or en:age in umprofitable sniping contests,

The ccus-s of these complaints mey not be perticulserly preise-
worthy tut they cre essemtially human csuses, It may be possible
to educete toth collectors snd spelysts amd orgenise their rels.

tionship in such & way 8 t0 reduce these csuses, but as long &s
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humen beings sre involved, the causes will not disappesr com-
pletely., It is importent tc recognise, therefore, that & cer-
tain mount of complaining is inherent in the situstion end vill

not be elimineted by chinges in procedurse,

If requirements are considered to be purely a procedural
jroblem, there is no cuestion but what the requirements process
could be orgenized in & wuch mcre efficient wmammer than it is
todsy. However, the intelligence community exists to produce
the intelligence required by policy and operationsl ~lements of
the govarnment, Intelligence does not exist Lo meintain a smooth
running reguirements process, Naturally we wsnt the requirements
and any other process involved in the production of intelli-
gence to be sz efficient ss possible, ut our mein foocus rmust be
0 maximize the efficiency of the production of intelligence
rether thun one of the subordinate processes and highly effi-

cient production of intelligence can conceivably resu’t in am

inefrietent subordinete process,

Pinished intelligence is based on informaticn elready availe
able 0 the intelligence comrunity, ¢nd requirements are issued
to guide collsctors in order that they may collect the infore

xationneeded for the production of future intelligence on kmowm
or snticipated problema, If the amalysts were completely effi-

cient they would sntieipate all problems and issue requirements
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sp, ropristely. Hovever, they sre human beings end the require-
monts issued by them will rever provide complete gsuldumce t0 c0l-
lectors, Ia many ces-s a&n educitsd and wellw-informed collector
intimately “smiliar with & particmier situstion in & foreign
srea can 1011 better what should be oollect~d mnd reported to
hesdguarter: than could any analyst,

The simpiest forwm of colleoting information and producing
intelligence wonld de %o have one mun ¢ both jols und in meny
respects an anelyst is slweys « collector 10 & certuln extent,
Given ihe magmitude of the inlelligence roblem, however, it is
gemers1ly more efficient wo divide u; the task with specialized
ocllectors serving the ina’yste,

If ome snalyst were res;omaille lor one eutject snd if no-
body else vere interested ir that subject, there wou'd be wo
jroblem in coordineting requirements., But even i- this case
there would te & compstition smom: the snelysts responsible for
different subjeocts, inssvneh ez they vould be gumpetins for scarcs
collection zssets, In other words, to s:tisfy ]l ibhe require-
mente of 61) Lhe enslysis, oen if there wers ne dujtiocstion of
inlerests of the cnelysts ir such & case, there would te no need

o coQiulinale requirements, ut there would rem&in & nsed Lo coordie

nate Lhe oollection of imformetion in crder that the collectors

oculd focus on the more important requirements.
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In reality the situstion ie much more complex then the
simple situation described sbove. By the very nature of the
United States Government snd the complexity of ectivity in e
modern soclety, we have msny nalysts interested in most sub-
Jects. This problem of comp’exity is one that camnct be cured
by reor;eiizing irtelli;ence. Even if there were only two
enalysts in the United States intellizence ecmmunity the com-
plexity of modern 1ife would csuse some overlap of interest.
In such & situation there will a’weye be multiple interssts

and the generation of overlepping requirements.

It i= the responsibility of an snslyst to kmow what infor-
mation has é1ready been collected, We have devised many sids
in the intelligence community to assist the analysts with this
task, Many directors of resesrch have uevised check 1ists for
individual unalysts to use when producing intelligence or require-
ments. Judgment of the pertinence of previously collected infor-
mation 10 & requirement is a substantive matter that must be
done by the producers of intelligenee, It camnot be dome by e
staff officer unleass the staff officer were to Guplicate the

substantive competence and research of the enalysts,

It would &lso eppeer Teasible to meke the amalyst respoms-
ible for kmowing what was being ssked Ly the other analysts in
the intelligence community with whom he habitually works, Most

analysts of sny stature in the intelligence community knoew the
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main analysts who work on closely related substance in other
parts of the intelligence community. Many ef these people

are organized into committees that sre used to working together
on substantive matters. The formulating of requlrements on

a coordinated basis or transmittal of such information among

such a group should be a relatively easy task.

The individual analyst cannet be expected, however, to
be aware of overlapping requirements generated by other parts
of the intelligence community with whieh he does not habitu-
ally work. This knowledge should be supplied by a staff ele-
ment. A register of existing requirements would provide a

nseful tool in such a situation.

All analysts should he allowed to ask for what they think
they need since this is a logical part of their substantive
responsibility.

Allocation or substantive responsibility is made by the
highest levels of authority in the intelligence community and
should not be interfered with by a nonesubstantive staff at a
lower level. The analyst can say which of hie requirements are
more important to him than others, but the individual analysts
gannot say whether his top priority requirement is more or less
important than the top priority requirements of another analyst.

This again is a substantive problem but of such a nature that
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it has to be resolved by research directors or octher competent

officers at a higher level of responsibility.

Usually requirements should be written with a specific
collector or collectors in mind. The method of collection often
has a direct bearing on the detail and reliability of the sube
stance collected and must, therefore, be of concern to the
analyst. The analyst, with advice of requirements staff offie
cers, should pick a specific collector to whom the requirement
should be directed.

The intelligence community has devised certain general
guidelines such as Priority Rational Intelligence Objectives to
record a substantive agreement concerning the relative priority
of various intelligence problems, but these are only general
guid;s and cannot be ap-lied mechanically. The substantive situ=
ation changes from day to day and the priority of a given require-
ment must be determined in the light of the existing substantive

situation rether than in the light of a rigid interpretation of
such things as FNIO's,

An important point to keep in mind is that requirenents
vary in importance to such an extent that they Justify varying
amounts of work. It would be a mistake to treat all requirements
according to an identiocal process. This would hinder the fulfill-
ment of important requirements,.and inflate the effort devoted
to anisportant requirements.
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It goes without saying that important requirements sheuld
result in sction in the pert of collectors. Collectors should
operete in such a way as to devote & meximum amount of effert
te the fulfillment of importent requirements, recogniszing that
there will clways be a residus of collectiom effort which for
one rezgon or encther will be devoted to requirements of lesaer
importance, It should also be recognized that there wil? always
be & certein amount of by-product collection of informetion
and that in the genersl nature of things many of the require-
ments of lesser importance will be satisfied by this by-
product collection,

The main prodblem is not the Yooordination" of requirements,
The real problem is ;xov to distinguish those requirements that
should result in sction by collectors from those that we cen
afford to Jeave to be fulfilled by by-product oollection, or
not at all, and how to ussist the collectors to maximize their

effort in the fulfiliment of important requirements,

I would strongly recommend that we not set up an elaborate
machine to "ecoordinate" requirements, This is a good way to
develop buresuorscy and bring the whole thing to screaming
and well-coordinated halt, Instesd I would recommend that ves

(a) consider ways in which we could cut back the

routine jrocess of requirements, Routine processing should cecur
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only for those requirements not aimed at a specifie source und
should include the decision concerning the source or scurces to

which they should be referred,

(b) set ur & centrsl register of requirements as a

reseszrch tool,

(c) pass £]1 requirements designed for specific
collector through & committee charged with surervising require-
ments levied on that collector {comor, IFC, etc.). Ae such the
committee should be composed of representatives of the collector
end of the muin intelligence yroducing components levying require-
ments on that collector, The committee should egree on those
requirements thst should receive setion by the collector and
their reletive priority., The committee should also note those
requirements that should bte left for fulfillment by bLy-product
collection, In other words, the committee should stert con-
sicering what it believes to be the mest important requirements
end should work down through the 1ist, The committees should be
composed of senior people of substantive competence snd brosd
experience in intellizence. Eech committee should heve an
adequate secreturiat wherever pcssible und there should be cverw
Yapping membership umong the commiitees advising verious collectors
in order thut ezch cormittee may have some first hand knowledge

of the wost importunt requirements being levied on other colleotion
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systems, 1 would expect that eszch committee could be given an
sdequete secreteriat and that the intellegzence ecommunity would
end up using fewer people in the handling of requirements than
it would need if an elaborate requirements coordination mechanism

vere set up in a centrel pluce,

sats AR
9Yave
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